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The benchmark data exposes what your calendar, 
cancellation rate, and pricing are really telling you.

Based on The 2026 Beauty and Wellness 
Benchmark Report data, trends, and strategies
for the year ahead.

Five Revenue 

Leaks
Hiding in

Your Salon or Spa



Cancellation rates by 
rebooking status

The Revenue You Are Leaving on the Table

Your calendar looks full. Your team is busy. But is all of that activity actually converting to 
revenue? Zenoti’s 2026 Benchmark Report analyzed performance data from thousands of 
beauty and wellness locations and uncovered a set of recurring patterns that quietly erode 
growth — patterns that most operators do not even know they have.

These are not theoretical risks. They are measurable drains that show up in the data across 
every vertical, from salons and barbershops to medical spas and membership-based 
businesses. This white paper walks through the �ve most common revenue leaks and gives 
you the benchmark data to diagnose which ones are most likely a�ecting your bottom line.

Leak #1: Calendar In�ation from Aggressive Rebooking

Rebooking is a retention best practice — but the data shows it can back�re. Among 
locations where 30% or more of bookings are rebooked, more than half of those 
appointments do not materialize into completed visits. The �rst rebook is the highest-risk 
stage: 72% of �rst-time rebooked appointments are cancelled in salon businesses, 23% in 
spas, and 37% in medical spas. Once a guest completes a second visit, cancellation risk 
drops to just 2–4%.

The result is what the benchmark report calls “calendar in�ation” — future slots that appear 
secured but lack real commitment. This creates a false sense of demand that prevents you 
from �lling those slots with guests who would actually show up.
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Leak #2: Cancellation Rates Climbing in Key Verticals

While four of eight verticals improved their cancellation rates year over year, several are heading 
in the wrong direction. Waxing centers saw the largest absolute increase, rising from 14% to 18%. 
Full-service salons rose from approximately 8% to 10%. Barbershops doubled from 2% to 4%, 
though they still maintain the lowest absolute rate.

Every cancelled appointment is not just lost revenue — it is lost provider time that cannot be 
recovered. At an average ticket of $77–$484 depending on your vertical, even a 
two-percentage-point improvement in your cancellation rate translates to meaningful revenue 
recovery.

Leak #3: The Staff Utilization Gap

Sta� utilization is one of the most direct levers you have for revenue growth, yet the gap 
between top performers and the median is enormous. In salons, the 90th percentile operates 
at 79% utilization while the median sits at just 47%. Medical spas show an even wider spread: 
80% at the top versus 38% at the median — a 42-point gap. And the directional signal is 
concerning: utilization declined across most verticals year over year, consistent with softening 
demand and declining new guest visits.
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Leak #4: Online Booking Adoption Has Stalled

Online booking should be a growth engine, but the data shows adoption has plateaued or even 
declined in several verticals. Barbershop online booking dropped from 75% to 68% at the 90th 
percentile and from 60% to 36% at the median. Nail studios dipped from 78% to 74% at the top 
end. Waxing declined from 56% to 46% at the 90th percentile. Every booking that requires a 
phone call or a walk-in is friction that costs you appointments. Operators well below the median 
in their vertical should treat online booking as a high-priority investment — it is one of the most 
actionable levers in the benchmark data.

Leak #5: Pricing Compression in Lower Tiers

While top-tier operators are successfully pushing ticket values higher — medical spa tickets at the 
90th percentile rose from $454 to $484, and barbershop top-tier tickets jumped 30% — the lower 
tiers of the market are under pricing pressure. Waxing center 75th percentile tickets dropped from 
$62 to $39, and medians fell from $58 to $34. This compression signals a bifurcating market: 
premium operators with pricing power and everyone else racing to the bottom.

Diagnosing Your Own Revenue Leaks

Start by asking �ve questions about your business:
•     What percentage of your rebooked appointments actually convert to completed visits?
•     What is your cancellation rate, and how does it compare to your vertical’s benchmark?
•     Where does your sta� utilization sit relative to the 75th percentile in your segment?
•     What share of your appointments are booked online versus by phone or walk-in?
•     Are your ticket values growing, �at, or compressing — and at which tier?
In the �nal installment of this series, we will show you how leading operators are using AI-powered 
tools to systematically close each of these revenue gaps — and what it looks like in practice.
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Every cancelled appointment is not just lost revenue — it is lost provider time that cannot 
be recovered.
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Download the complete 2026 Beauty & Wellness Benchmark Report 
for detailed vertical pro�les, aspirational benchmarks, and the strategies 
separating top performers from the rest—click here
or scan the QR code to access it.

www.zenoti.com

https://www.zenoti.com/beauty-and-wellness-benchmark-report-2026?utm_lead_source=event&utm_sub_lead_source=Data+Driven+2026+White+paper+Month+2

